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Introduction 
I am writing this guide in the midst of the Covid19 lockdown. I have had many conversations 
in the last few weeks with leaders who are, frankly, floundering. 
Their people are coming to them with unique, unprecedented problems and they have no 
answers. The leader’s technical expertise, honed over many years, is useless; no one has 
dealt with these issues before. Their people are working from home, not just outside their 
office door and everyone is worried about their jobs and their families. 
Handling this the old way – the pre February 2020 way – with instructions and directions 
does not work, it makes matters worse. But the leaders I speak to are worried because they 
don’t know what to do instead. Perhaps they’ve known for years that they need to change 
their style and approach but, you know, other priorities… 
Covid19 has changed all that. Leaders now need to become the performance coach their 
teams so desperately need as they guide them through the stages of Survival, Recovery 
and then a return to Growth. 

This Quick Start Guide 
This guide is not an exercise in training you to be a coach. Now is not the time. Instead it is 
a means to prepare to handle difficult conversations with a coaching approach. It is 
designed to help you spend 10 minutes or so in advance of a call preparing a handful of 
questions to guide an individual or team to taking an action or reaching a decision. 

Who am I to tell you how to coach your people? 

 

I’m Matt Somers and the management and development of 
people has fascinated me all my working life. I cut my teeth in 
high street banking; starting at the very bottom but eventually 
finding myself responsible for the performance of others.  
Without much formal training I decided that it made most sense 
to treat people with respect, encourage them to learn – 
especially from their mistakes and to get them to a point where 
they could make decisions and get on with the work without 
needing my constant attention. 

In 1994 I attended a coaching skills course run by Sir John Whitmore and found that 
working with these ideas and values was in fact called coaching! Turns out I was a pioneer. 
Of course the truth is that we’ve had the coaching approach as long as we’ve had people 
and organisations, it’s just that now it has a label. 
 
Over the years I’ve helped numerous leaders adopt a coaching approach and develop the 
tools and techniques they need to coach their teams towards high performance.  
These days I work with senior leaders to provide a bespoke one-to-one programme of 
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coaching skills training for people who don’t have the time or patience for courses or 
qualifications. 
It is leaders, not external coaches, who are best qualified to develop their team to high 
performance but most senior leaders have no idea how to coach properly. 
I have more than 20 years coaching experience which I’ve channelled into my published 
books and into my work with senior leaders at AXA, HSBC and Toyota to create a unique 
approach. 

As a long-standing professional coach I am very selective about my own coaches. I 
have never been coached by Matt but in his case it’s an offer I would not hesitate to 
accept.” 
Sir John Whitmore 
Number One Business Coach. The Independent  

Why would I package my expertise in a guide and give it away 
for free?  
There are a few reasons to be honest. If these ideas work for you and you want to take 
them further then perhaps you’ll get in touch. I’d rather do this than lean into old fashioned 
marketing that just seems so inappropriate now. 
But, beyond solving an immediate problem, I also want to get these ideas out there. It's my 
view that business leaders are already coaches whether they like it or not, so it's time to get 
good at it. I know many people in L&D feel the same. It frustrates me that leaders are 
expected to become good coaches simply because they have the word leader in their job 
title. If some of these ideas help even a little, then I feel as if I'm making a contribution. 
Of course I can’t replicate one-to-one coaching here, but I can get you started. I hope you’ll 
find these ideas useful and if I can help you take things further, do get in touch. 
All the best. 
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The essence of coaching 
This tweet is pinned to my profile and it gets a lot positive engagement. 

 
In terms of adopting a coaching approach to leadership, it means that we must refrain from 
giving instructions and ask questions instead, but… 

x What questions? 
x In what order? 
x How long does it take? 

The Coaching ARROW 
What if I told you that it was possible to hold an effective coaching conversation in just a few 
minutes, using only five questions? 
Well, it’s true! I’m not suggesting it’s wise or sensible to do so often but given the limited 
time that most leaders have and the desire to start communicating this way without needing 
months of learning and practice, it’s well worth it at times. 
Here’s how it works: 

In relation to your situation… 
 
A Aims   What do you want? 
R Reality  What’s happening now? 
R Reflection  How big is the gap? 
O Options  What could you do? 
W Way Forward What will you do? 
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Let’s see how this might play out 
Adam sets up a Zoom call with his boss, Eve. Eve asks him to set out the situation he 
wants to talk about and Adam explains that he’s a bit stuck in working out what adaptations 
are needed in the office to allow people to return to work safely. 
 

Eve Well, Adam, what do you want? 
 

Adam Erm, I guess I just want to get it to a point where everyone feels safe and 
comfortable. That they can see we take things seriously and have made 
every effort. 
 

Eve I see, so what’s happening now? 
 

Adam It’s a bit of a mess. Some people are itching to come back, other have 
emailed saying they need more info. Everyone’s asking me as if I have all 
the answers but we’ve never done anything like this before! 
 

Eve Ok, And so how big is the gap between what you want and what you’ve 
got? 
 

Adam Hmm. Good question. I probably need to think that through a bit more but 
I’d say it’s not that big I just need to make a few decisions and come off 
the fence. 
 

Eve So, what could you do Adam? 
 

Adam One idea is to take half the desks out to create space. I could also create 
an ‘entrance’ and ‘exit’. Someone suggested installing sanitiser dispens-
ers by the doors and I was even wondering about talking to HR to see if 
we can formalise the working from home arrangements. 
 

Eve Well, there’s a few ideas. Now, what will you do? 
 

Adam Actually I’m going to go and see HR and see about a working from home 
policy. It would be better if I found out how many people we will have in 
the office before I make physical changes. 
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These examples never look great in writing, but you get the idea 
Naturally, in the real world, you can expect these questions to trigger an actual conversation 
and there’d be follow up questions, much more detailed answers and plenty of scope for 
you to offer you own ideas or suggestions. 
On the following page is a worksheet you can use to help guide you through a coaching 
style conversation using the ARROW questioning sequence. 
 

What about the GROW model? 
 
If you’ve looked at coaching before you may well recognise the GROW (Goals, Real-
ity, Options and Will) in my ARROW version. I found GROW a bit limiting and made a 
few tweaks but the idea is essentially the same and of course, you could use it in-
stead. 
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Coaching ARROW worksheet 

 

Notes on their answers 
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Tip: Have the questions 
nearby  

It’s worth taking a screenshot of the 
questions above and having them to hand 
at the side of your screen when you coach 
via a Zoom call or similar 
 

 

Tip: Change You to We 
 
As they stand the questions are designed to place responsibility with the other per-
son. E.g. what are you going to do? But, if you need to get people onside a little first, 
try replacing ‘you with ‘we’ e.g. What do we want? What could we do? etc. But use 
this tip sparingly. 

What next? 
For many years I ran a 2-day coaching programme for leaders and I would generally not get 
into examining coaching questions and using the ARROW sequence until the second day. 
It was my proud boast that we would get into the deep underlying principles before we 
could safely get into the tools. 
But Covid19 has caused me to re-examine all of this and I’ve realised that if people have 
access to the questions, they can begin to coach straight away. It won’t be the best coach-
ing but as my fitness instructor so often reminds me, anything is better than nothing! 
However, I do need to issue a few warnings: 
This guide has been designed to help you adopt a coaching approach quickly if you’ve had 
little if any exposure to the tools and techniques before. 
The questions will help you lead in situations where: 

x It is novel; there has been no prior experience 
x You need a team or an individual to take responsibility 
x There is little time to talk together 
x You and your team are working remotely 

 
But they should not be used when someone is struggling and needs proper support. Even 
the best and most highly trained coach recognises that certain situations require the help of 
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a properly trained therapist or other professional. 
Neither is just knowing these questions a substitute for a properly designed coaching skills 
training programme. A programme that would enable you to truly drive performance over 
the long term and move towards a coaching culture. 
Being a leader who coaches brings many benefits: 

x Improved performance and productivity  
x Ongoing staff development  
x Improved learning from experience  
x Improved working relationships  
x Improved quality of working life  
x More time for the leader 
x Greater flexibility and adaptability to change  

We may only have made a start towards these, but hopefully it’s a solid one! 

Thank you! 
I hope you’ve enjoyed working through this material. Of course, any kind of development is 
an ongoing journey and we offer much more on the skills development side than we’ve 
been able to cover here. 
If you would like to discuss taking your personal leadership development forward or rolling 
out training across your organisation, then please get in touch using any of the methods 
below. 
Meanwhile, good luck in implementing your new ideas. 

 

Alternatively, if you would like to do some further reading, my books Successful Coaching 
in a Week, Coaching for Managers and Coaching at Work are available by visiting 
www.mattsomers.com  
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I work with senior leaders to provide a bespoke one-to-one programme of coaching skills 
training for people who don’t have the time or patience for courses or qualifications. 
It is leaders, not external coaches, who are best qualified to develop their team to high 
performance, but most senior leaders have no idea how to coach properly. 
I have more than 20 years coaching experience which I’ve channelled into my published 
books and into my work with senior leaders at AXA, HSBC and Toyota to create a unique 
approach. 
Contact me at: 
 

� matt@mattsomers.com 

 
 

� +44 (0)1429 839 266 

� www.mattsomers.com  

 
Follow me on Twitter @mattsomers 

 
Join me on LinkedIn  

 

   

 
 

 

 


